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I |l ' I . Ilf pf ■ 
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Conditions in Payroll Branch, Fiscal Di 
Coopt roller • . £■ 

m. 



iiyj- 


1« Oo September 18 tbe Inspector General raceijma an - hootofn^it ’^ 

»«eed to Mm by name and title , alleging * slrilisly deterioratiiw'l. 

; f f ‘ fc “ e Payroll Branch, Fiscal Division. This letter alleged amo ng ofcfiar 
• that peraonnel ware being driven to the point of exhaustion, that overtia 

■3^“2?£v tl " !6 changes were being mad* in basic procedures, that 

jwas terrible , and. that most personnel were seeking to escape through rest 
or w»ssignment. The letter concluded with an iniication that Coogress v 
probably be Informed of these "slave conditions " unless some changes vele 

2. Khowladgft of conditions in the Cnrapt.^jj#. r » g office already in the * n 

plu8 ih * evld,Dt euicerlty of the complaining letterl^. 
resulted in at in®edi«te spot tavewtigatioa oi cocditioaa in the Payroll Brench^ r 
t lotion included personal i trend as with ail personnel in the 8 rancSf^ 
ffT?' •/ di8 * U90loaa vlth **• ***** * f the- Fiscal 1 ’ Division, with the 

^ represents Ives the Msnag*neat Staff familiar 

cf \hs Wa ® !‘ L * C ’ m ' 1 * t ' th ' ** rll * x Inspector General's Survey 

Fiscal. DtSeiS" * ° mC< ‘ Md iA-r W‘» W*a&««nent staff report , oc the ,**, 



"HI 


Vfg/ 


3- This investigation revealed a substantial baste for arnny u f th* 

dis?LsS^ T ^ 1 t- k t ? e i l0tta Lf f S ' ,prf ® l£># ’ r lS ' conditions uncovered are ' , * 

1 detail below. Specific, r-rcaanendations for the correction of , .i 
deficiencies are set forth at the conclusion of this uvmvjranium. ‘ 


DISCUSSION. 




Brancfc by its Vftr y natur? ha-fi a number of Inherent prohlsma 
>rtdch will always have some adverse effect on morale, ahe impact of these factors 

will vary according to the quality of supervision,, but will always be pres air- to 
sane degree. Among these factors are ‘ W pre ant to 


Low Crude S tructure 

The Payroll Branch has a T/0 of Of these, 17 are GS-5’e Jr 

b J Lo ^ „ A Wa «e snd Classification audit «5d? as a result of the IG L s s-xnray 
fit* '.om» U. I® lh th. upgtWUng of four 3 upi- 

flsory positions. These upgradings liKfo previa ed sane additional linear, iva. 

S H T' th “ 1 tllft **** xtael of Payroll Branch are pradani- 

lou e j * dt “ ** Particularly hard oo 
^ Wlth fa,Bllle8 recrui ted the Branch during the past ; 

' i 
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2. Ro’jrtin^ Work 

1 4 ,. 

The work In the Payroll Branch consist a o: 
cycle of auditing an* porting inCcrtntiAj 


AA#® 


m 




according to type, processing personnel* 1 change?,* 
operations repeated endlessly >jpon thovwaads 
first there may he sane challenge in learning 
but for the more Intelligent an onerous, routl 
this problem will become more acute as the Jigi 
over from the manual, system of computing pay - 
system. j< Several per sonnel vhc were well sail 
payroll.' work are seeking transfers to escape* 
the drudgery of feeding machines. | 1|j 

3»' Limited Opportunity for Advanceme nt!! 

Payroll work does not particularly 
other areas of responsibility . It is asset 
and once one has been tagged as a oar' roll o$L“Cl 



two; week.,::/*- ^ 


r-vt; 

related ;rc$if 
lar accounts 4- &§| 
kricaciee of the' 
develop**. In 
, etep a full; 
inclusively m|i ‘ 
edprith the manual 

illkt , JLs, charactac 

|?|||| 



. f«' advancement I.atd l 
. vt operation ‘within i'is &Ep' 
it i® difficult to obi mid 


broader assignments r» a-lvano«snen* elsewbarp. in th ^jlgahcy. The chro as k J 
shortage of personnel in the Branch cor .'tributes to difficulty of do- | 
talnlng assignment a uc-evh er» bica.-i3.-j supervisors understandably re- J||||$s| 
luctaot to release personnel wl thort suitable replacements. At the 
time there are five people In the IVjrrjap Branch seeking assignments else-^,^ 
where in the Agency witrurit orich pbn*pe.*l of success. 

4. Inexorable Deadlines 


It is a simple fact the* the Agency expects tc be paid on time 
every other ifrids./,. No failure to aeei * deadline would create more havoc 
than a failure on the part of the Payroll Branch. The personnel, especially 
the more conscientious/ operate coni lnucusly under the pressure of this' 
dea dlin e . No excuses justify failure. AX the present tlma the Branch is 
operating at 8C per curt of capacity vlti the prospect of losing several 
more Individuals without repioc ej*?*r In the near future. New personnel 
take time to train. When th** Branch: Is consistently binder strength, little 
time to train new people U aval table and Increasingly the full burden of 
meeting deadlines fail u upon the few old hands. Jt. addition, hh«ro ar> 
seasonal influxes of summer employees, there are charges in bond deduction 
procedures, there are retroe.ct.ivs pay Increases, and in. fact- there . axe always 
additional problem* thrust upon the Brut -ft which must be dealt wi th vLthi? 
the inexorable two week deadline, Sane employees are not teaperaa^antAilly 
suited for pressure of this nature and. undoubtedly some loss in persojaael. 
stems from title factor. 


5» Inordinate Turn over 

At the preseat time, only 20 of the authorized T/0 of ^^.re. on 
board in the Branch, not counting an xal ~ t r> * r,c«s fur leave :k.v*s». 

Three of these are rv«tgnlt>g ; one is going :c maternity , ial f , v - 

others ere seeking reesslgama* - fimte t-n* tirrt of the year 13 rrb-r 
Individuals have left the Branch '■ether- '.nrc-ogh rvas signawrot or r..- •Jivv - -. m , 
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This constitutes an inordinate turnover Which seriously affect* the ability 
of the Branch to perform it* mission. Die work of the ; Branch, t hough not 
overwhelmingly difficult, nevertheless requires considerable time in which 

*° fr ^° P - ‘ m ff| Cl T° t JT° f , 1Cl ! ao)r t0 «*• Urg^WuM.of mrk „****. 

Purthenaore, this inordinate turnover Increases the burden both in mental #2 

strain and in physioal overtime on the few individuals who constitute #ie|p 
hard core of the Branch. C •& ./ 


B# In addition to tha foregoing morale prol>l«BUB 
Moat payroll units, tha hyitiU Blanch In this Jtae&cy facaa two ad/iitl AiWi 
resulting from its unusual, and secret 




1 * Recruiting Difficulties 


feiili 


Surprisingly enough, there are sane individuals who by' ^"teatperaaa^fe 
and interest are favorably disposed to payroll work. These individuals oxm 
not large in mad>er but hajgdly they do exist, usually among the ranks of * 
the older working women. The backbone of the present Payroll Branch is 
r^^+ 6 d ^l» a:,>OUt ttT * * UQ ^ women, seme of whom have been with the Agency 
anl its predecessors since 1945. The goal of recruiting should, of course, 
be to obtain as many of these individuals as possible. Unfortunately there 
are several obstacles to realizing this objective. >or one thing, there is 
the dftlay In security processing which often naans that an Inliridual 
specially recruited for payroll work will find and take another Job of a 
8i ®f 1 ^ r na * u *e before his clearance is approved. This naans that tlie Pay- 
r ?i + B ” U1 ^ 1 f_f orce4 to take many iniividuals from the Clerical Pool whose 

iD ? anroL1 lw ' Furthermore, may of these 

clerk-typists were drawn to the Agency by the lure of intelligence and the I 
pr^pects of overseas duty. When Individuals of this nature find themselves? 
assigned to the Payroll Branch they frequently become disaffected a»l resign. 

, . One resignation occurred during the course of the investigation for 

precisely this reason. The individual concerned was an attractive young 

S 1 ^"^° rnl S, Vl ^ °r er tTO O£ «au«o am . 

writing. ^Placing her lu .Payroll Blanch, though perhaps under- 
standable because of the personnel shortage, *jfS. u%*\*rthele66 an extreme 
case of misasaignment as she resigned from the |'A®sn cy within 90 days 
seriously disaffecteda In a DD/P area division she probably would haw 
been a happy and contented employee. the Agency cannot afford repeated 
instances of such misassigaseut . The solution requires greater coordina- 
tion between the Comptroller and the Director of Personnel, to. insure that 

*f **7*“ a imX * <T?Port unity to obtain from -the • 
Poor those individual m who by tea^razarit and background are most. ar » »r 

adjust to payroll type work. The problem is acute for th-re are only eight 
People out of *n author tied rjgtA* of wlio re&dousib.ly content. 1 

the present. Payroll Brar.ch , Uhies®. n»-;n 5 fl.ing is intensified and irvore 
properly directed, the Branch is f=>ced with an i.csoluble personnel pr abler... 


Approved For Release 2001/08/31 : CIA-RDP78-05246A0001 001 0001 3-0 



: •’>! 





25X1A 


Approved For Release 2001/08/31 : ClA-RC)P78-05246A0001 001 0001 3-0 


2 . 


of Agency Administrative Discipline 


m- 




v. 4-: 


.? J 4411100 to it* other problem*, the Payroll Bwuwhis to a lara* 
wctent at the wrcy of unit 3&A clei*s throughout the AgenoT ^ 

oeduree require that «»i •nj'* rTT *soDtxy. Payroll pro- 

on the ItoaStwSrtSr J!!? 10 *5! B ^ roU - ®»«>oh Of 3.00 p, 

tine-coneuaiag process of checking hack !rrr* *° tlirou « h * 

orto to correct th* l&A'a and incur* that 

It ic an undeniable met that in this Agency; W's are ^ 

SoSinsrx 1 ^ 

dau. in th. tm Tszrtf&ts ^ 

• : - , •• • • a? ; -:.;^ : t 

• -s* 4 ® 1 ® ^*5 01 Pa 3 rron Branch conaidere hie number one nroblam 

be the inaccuracies in the ni'a «r^ +h» *„«•, T; “* w , on# prooxeaa to 

( personnel genewLLly to ~* e failure of Agency administratire 

tiv» R»m>i ,«* ■■■i x wasting regulatory issuances, particularly Terrta- 

Maasssas: * s~!C 

SJr.ff; £“■“ 

XU. U notdUolplin. pJSjj to thf’Lki ,C J Pll S? <*»* organisation. 

of =our„, ; ££Si, “* u - 

of th^'ft^u'^2S e iS^fT I *LS 1 M Oharadwrutlc 

carrectlT* notion. Bxmr th2*S.*JoJ th f r “* ,eTUnu **** i«4ulr« 

•«oeot STdSitlo^2t,^.S «“ >°1« «W for th. 

recognlMd fnctor. ><rt t2rti2 hut lt^SJil! ?**? ot tta " 
to pr.clpit.t. th. d-or^ltln* ^tlonTS^^Tm.'^S^lo'r 1 ' 

oo l i^»s<^s*Lrzs^r s Sf°^v of ^s aBtroiur - *» 

• ^ rtniy to Oh^gln* 

^tlon" 1*,!. to .^hto "«^tlon S wi.* 5 ^Sini.«^ 

SL^’JT' * 

, the introduction of the ccnnitatirm r reC00M * n< iiog 

the introduction of the computation ' syatm ’but all^^Sued fox^th* 0 ^ 51 ^ 

. Of th, p^nou firuhch fre Ti.^l M«.to tf 


r"«‘ 


rf 
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Introduction of the computation system was apparently approved but • 
decision on the physical transfer of the Payroll Branch was withheld 
pealing 4 trial of the computation system. 

■ • : . ' / *-V .# Ti 

2. At approximately the sane tine, because of continuing low norale 
In the Payroll Branch, a new Branch Chief was recruited froa the Machine 
Records Division. Ibis new Branch Chief took Over in May 1956, and in | 

JUne, under his direction, the computation system was Instituted. The . 
personnel of the Branch weft divided dn the desirability of the change 
s hut in general were willing to go along with the oomjputaticm s ys t em 
such;' However, the change to the computation systea was acccaganled Ay 
further and a&re drsetlo changs to a functionalised breakdown of dutlei 
within tiie Payroll Branch* Prior to that time, each payroll clerk vas* . 
assigned a voucherad area or of payroll oar ds for which he or she 

was solely responsible including all processing froa the reoeipt of T&A*S’ 
through final posting. Shis was known as the block systea and gave eaoh 
payroll clerk s goal and a sense of responsibility and pride In the successful 
administration of a particular segment of the total. Agency payroll. The 
functionalised systea, however, vas predicated on the belief that every 
Individual performs a particular phase of the payroll procedure oore ef- 
ficiently than sooe other segment of the procedure. Hie object therefore 
of the functionalised system was to have those clerks who audited fastest 
do all the auditing; those who filed fastest do all the filing; those who 
"operated adding Machines most efficiently do all the adding. The intro- 
duction of this functionalised system completely demoralized the Branch. 

Hot one of the .19 individuals interviewed, other than the Branch Chief, 
had anything good to say about the functionalised system. In fact, without 
» exception they hi awed the effort to Introduce this systea for the recent 
chaos In the payroll systea, far the excessive low morale, and for most of 
the other troubles of the Branch. 



3* These troubles proved to be mam roue. For one thing, under the 
functionalised systea no cos person was responsible for a given block of , 
accounts and therefore no one was able to answer inquiries with aiy assurance. 
The vouchered payroll of the Agency became a sort of grab bag with each 
, clerk doing a piece here and a piece there. Pride in work was destroyed 
and in its place bickering and complaining about who was doing the Most 
work became ccmaod. 


4. Sven sore serious* was the excessive overtime imposed on the Branch 
in an effort to make the systea work. Since July 1 the Branch has worked 
1,440 hours of overtime. . This is over 1 6 per cent of the total working 
time of the Bra n c h . Furthermore, this additional workload was not carried 
by all personnel of the Branch equally. Five of the Branch personnel 
present far duty worked little or no overtime mostly for good aid sufficient 
reasons. The regaining 15 had to carry the entire load. Hie amount of over- 
time worked by sooe of these individuals is staggering. One wonau worked 
149 hours of overtime in this three month period. Six others worked in 
excess of 100 hours of overtime in the same period. There i® go question 
but that this onerous overtime resulted in frayed nerves and overwrought 
personnel. 
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5»* # It, is true that covert i-me v&e placed, on a voluntary Tm.r 1 « ■ +h»t 
“? oa \^ B pressured to contribute to the o^rSL^l! t J * t 

c to «*lc£e feelTa 

tajy"°baale. < «^ t «Sn T 1d,,^] ,peclou f 40 •W *>>»t orertlne t« on a •Volua-' 
more money; howerer within imrrSa” Branch “ * “*“* of earning 

including 

an example, one of +.K* aasociated^etth the functional system. Ajlp 

££* with a hadly d^XSt'.Tvo^" ZcTl^Z ZZi * 

“UT hca * Qt 6:00 ^ the morning la order to 

ful discussion* 0 trlth this es^l^e r °^° f ? riTe * ***** 

vlll ha« tn fMrvi ^ rar«ai«d that she has no other Job aM 

r T 90 ”* bihInil m « «*l*»tlon are certalnl^St SlelatS' 5T* 

ZhZtTSZ* “S 2r ‘ "- 

Sr* 5F f “ 

effect on morale la the Branch generally. mVc a hea3 -thy 

canJt bfheM^SuJ ’ 

rc ^ £££ ^ 

at least Initially in terms of hi a r ,, , _ LJ | he prot>leBia of the Payroll Branch, 
alienee 

creased efficiency. He Jmy have also ^ ? uch *° offer 111 in- 

the computation method of payroll tabulate n^< t y t ^La e ? 1 '* ion to introduce 

functiSardirtaSrS SrTlritu^t^h^!^ “ ro4 “« 1 <» " «» 

s^-MwsSS ~ wasaa-ssBi 

1118 adverse effect on the morale of the payroll clerks. 

8. Even, though the personnel Id th* Branch ot>ro R «a thg. 
decieion to introduce the functiau^^d divlei^ ^ 2 SL * 
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nonsthalesa 8 enae his sincerity and d*twmi»fcUoa aal feel that he w 

a g00d P 11 ** onc * 110 b®- 8 learned nor# about payroll 1 opera- 
tlons from the noa-aa chine point of view* The Branch Chief, 

2 e S* rl,, “ utlon realised that theWtionalitedp 
nwthod would not work and on 24 Septaafcer, without any knowledge of 
Impending 10 lUT»atlgttloo # be abandoned the gyetaa ^Xtboufib retaj 
the ccnputation system^ tabulating. The Branch CllePrsela^ 
failed because of poor Agency discipline resulting in an unto 
of error* in THA's, and because of hi* inability to Mobilise a 
spirit within the Branch. Actually the^^ 

Inherently contrary to the lama values 
personnel in the Branch felt very straw 
to the machines/ afid that the system was 
take no pride in their wtirk. 


failed because it 
oed ihipajdroU work, 
at th«y vaife being 
. disorganised that thoyl 


?• <* the reasons, it isjllear that the system fails 

completely and that in the process'll nearly tore the Branch apart. •m» 
inescapable fact is that a new Brand Chief was permitted to SteoiacJS^ 
fundamental procedural change opposed by responsible members of the Branch* 
contrary to the views Of the Management Staff, ard apparently vithou?^^ 
knowledge of higher echelon supervisory personnel. t 3be Branch Chief 
£ “£ 2“ the rl*t toto* for £££ 

E “y t^t he was expected to make this change. The record 

unclear on this point, however it is umdstatawT cleerthat at thfm'd V 
Chief level and higher, there was a seriouTsSSJi^fS^f i^^ 0 * 

u£r»°J *“ «t «ti°rtog It fuiSTwi to 

!° Cr 2 U1 1x1 it# 00 the morale and vSli bfinT^^ 

20 people. The error here must be ascribed prltf^rily to superviaoiVw*! - 
higher than the Branch Chief concerned. supervisory levels 

10# With the abandonment of the f ^n crM r>ry>i a +*a ov^iAtn +>»*. 

Of the recent unrest in the Payroll BmdCSn !5 ^ J j r j aui,e 

removed prior to this Investigation. The Branch ChieTis^incere aS2J5!i 
He has learned from this mistake anl if properly stopcirtsd in the m&rm2 P *’ W ' e ' 

level of performance. However, in order to prevent any reourren-* \vr 2< 

4rt * r tB * ure co “ tin “«i iSJoTMMt to iS! 
roll Branch, the following reccmnendations are made. ^ 

RECqgiamATIOBB t ,. 

A. It is recommended thht : : . 

C3SLS«1«S5 s aasaas-js- 

2. Die ID/8 direct the Comptroller and the Director of Pw*nn«.i * 
corifer and establish procedures which will insure that tie Phvrr n -r 
i* « lvcu * intimate opportunity to recruir^o^ 
bv tempanuMirt and background, are most apt tHdjust to^rai^k ' 



Approved For Release 2001/08/31 : CIA-RDP78-05246A0001 001 0001 3-0 



ijrovetl far Release 2001/08/31 : CIA-RDP78-05246A0001 001 0001 3-0 


f 


25X1A9a 


The JX)/a take auch measures as uaj be necessary to vj.i. . 

irtt'-T t ive discipline vlthln the Agency including the tightening o' 
administrative procedures and the enforcement of applicable regoltt* 
i s. stances. . ‘ 

'+. The m/a direct the C oagtrol-lar to examine the equity and J ..-itt li*.*- 
t ion of need for a parking space In the Alcott Hnl.1 

area andnlaE^eStlo^t^SroTide auch a parking space should the facte so 
warrant, v 


sir* Ti+.i 
a.- ig.. v 


Addressee 



* Inspector General 





